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Abstract
From a business perspective, the Dot.Com debacle of the late 1990s and early 2000s
reinforced the need for good business planning and strategising, a clear requirement to be
flexible and capable of almost constant change, a need to focus on creating added value
and sustainable competitive advantage through the use of innovative ideas, strategies and
tools - and finally, it focused attention on learning to harness the opportunities and minimise
the problems associated with doing business in an electronic age. The case study outlined
in this paper looks at the "What", "Why" and "How" of doing business electronically in
a traditional Queensland-based agri-industry - the Peanut Industry. The investigation found
that the use of internet-enabled business practices between members of the industry value
chain is increasing rapidly and is gaining respect as a means of improving efficiencies and
productivity. It also found that if an entity in the value chain begins to do business
electronically, other companies in that chain will need to follow suit or risk being substituted.
In the longer term, it is likely that the drive for electronically enabled business practices
will come from the larger food processing organisations, not only on the premise of improved
internal efficiencies, but also because of increasingly tough food safety and quality assurance
requirements that are prompting the need for real time quality information and decision
support for product tracking back to source. Finally, conclusions are drawn for Smart
State initiatives and for 'smart' practices in agri-business.
Introduction
As it stands today, businesses in general in the 21st century not only have to adhere
to the basic "Minimise Cost and Maximise Profit" maxim to be successful (Porter,
1985), but they also need to address the issues of doing business in a world that
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is rapidly becoming more electronically enabled and dependent. Indeed, it has
become increasingly clear that the internet and associated electronically enabled
business practices are, despite the demise of the dot.coms, business-supporting
technologies that are here to stay forming an electronic landscape within which
business is carried out (Ryan 2000; Porter 2001; Bryceson in press).
The "Unique Selling Point" of the Internet is that it provides a timely and
efficient method of communication and information flow 24hrs x 7days a week
(24x7). Time and distance therefore collapse from a business perspective and an
entirely new set of options for marketing, transaction processing, customer service
and creating business value has become available (Amit and Zott 2001).
In addition to the impact of new communication technologies on individual
businesses in any industry sector, the potential impact on the supply and value
chains of those businesses and the whole industry sector in which they trade, is a
major consideration for the likely future success or otherwise of those industry
sectors (Anderson and Lee 2000, 2001).
Australian agri-industries are not isolated from this scenario. In fact, changes in
technology, institutional structures, governance, increasingly tightly aligned supply
and value chains that extend from genetics through producers, processors, and
consumers, along with the globalisation of agricultural markets, are resulting in
Australian agri-industries existing as integrated systems with producers increasingly
interwoven into the food distribution chain (Todd 2000; Newton 2000). As a result,
agri-industry value chain analysis has become a valuable tool in determining where
added competitive advantage can be generated - both for individual businesses and
the industry chain as a whole.
In 2001 the Grains Research & Development Corporation commissioned a project
investigating the "Impacts of electronic business technologies on the Grains Value
Chain" focusing on the Peanut and Wheat Industry chains. The project was
undertaken at the University of Queensland (UQ), Gatton, with Incitec Ltd and
Queensland Department of Primary Industries (QDPI) as industry partners (Bryceson
2002). The case study described here grew out of that project - the Peanut Industry
value chain being chosen for discussion because of that industry's strong Queensland
connection and because some of the areas that were identified as being impacted
by eBusiness technologies in the industry, span the gamut of "Smart State" issues:
that is, traditional agricultural production and risk management, information
management in the industry chain, technology adoption, competitive advantage
generation, the development of new business opportunities using high tech tools
and, increasingly, biosecurity.
The framework chosen for the case study addressed a "What", "Why", "How"
theme. That is, conceptually and practically, What is the peanut value chain and
what electronically enabled business practices are employed currently as well as
likely to be employed in the future. From a business model perspective, Why is the
peanut value chain as it is, and why are electronic business practices being, or
likely to be, employed. And finally, from a management perspective, How has the
chain been operated in the past, how is it managed currently, and what likely issues
will impact on both businesses in the chain and the whole chain itself, in an
electronically enabled business world?
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The Case Study Approach
The project had two main components: mapping the peanut value chain and
investigating what eBusiness technologies were being used, where those technologies
were being used in the chain and with what impact.
An initial focus group of key stakeholders in the project was run to discuss the
project approach and to develop industry contacts. Desk top research of current
literature and other public domain data on the peanut chain was then reviewed to
develop an overview of the local, regional, national and global industry sectors
regarding size, volume, value, change and trends. This gave a general qualitative
and quantitative description of the industry and the supply/value chains involved.
A review of current eBusiness literature was also undertaken to ascertain the
impact of eBusiness technologies on general business and to identify potential
impact areas of eBusiness technologies on agri-industry chains specifically.
A value chain and eBusiness impact questionnaire was then developed using the
"What", "Why", "How" framework (what is it, why is it so, how is it done), which
was used in a series of face-to-face semi-structured interviews with stakeholders at
every link in the peanut industry chain. These interviews formed the primary data
collection mechanism to examine the components of the value chain and to determine
which components are, or may potentially be, affected by eBusiness technologies.
The Issues
There were a number of issues that became clear very early in the project. These
included: the need to define the terminology associated with value chains, the need
to define what eBusiness is and what the associated technologies involved are, and
the need to have a non-regional approach to the investigation because of the non-
regional nature of the peanut value chain post farmgate.
Value Chain Terminology
There is no doubt that the jargon associated with chain management creates confusion
and the subtle but very important difference between supply and value chains - and
in particular the management goals associated with each - tends to be either unknown,
unrecognised or simply discarded. In fact, this differentiation is crucial to the
understanding of how a business and/or the industry is, can become, or remains,
competitive. In this case study, the following definitions are used.
A Supply Chain focuses on the physical flow of goods that are required for raw
materials to be transformed into finished products (Boehlje 1999; Dunne 2001).
Supply Chain Management is essentially about making the chain as efficient as
possible through better flow scheduling and resource utilisation, improving quality
control throughout the chain, reducing the risk associated with food safety and
contamination, and decreasing the agricultural industry's response to changes in
consumer demand for food attributes (Boehlje 1999; Dunne 2001).
A Value Chain is a group of companies working together to satisfy market
demands (Figure 1). It involves a chain of activities that are associated with adding
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value to a product through the production and distribution processes of each activity.
An organisation's competitive advantage is based on their product's value chain.
The goal of the company is to deliver maximum value to the end user for the least
possible total cost to the company thereby maximising profit (Porter 1985).
Figure 1. A Generic Australian Grains Industry Value Chain
Value Chain Management is about creating the added value at each link in the
chain and a sustainable competitive advantage for the businesses in the chain. In
much of the food production and distribution value chain, this value creation
process has focused on commodities with relatively generic characteristics. However,
because of the nature of commodity production, competitive market forces have
typically resulted in the cost of producing these products being very close to the
value created so that profit margins have been relatively thin (Boehlje 1999).
How value is actually created is a major concern for most businesses. Porter
(1985) indicates that value can be created by differentiation along every step of the
value chain, through activities resulting in products and services that lower buyers'
costs or raise buyers' performance. Modern drivers of product differentiation and
hence sources of value creation include strategic policy choices about what activities
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to perform within the organisation and how; good linkages between companies in
the value chain, well managed and timelined business activities among business
units of the organisation; an appropriate location (although the importance of this
has decreased with the 24x7 communication capabilities afforded by the internet
and globalisation); an organisational learning philosophy that is actively accepted
within and across the organisation thus enhancing information flow and knowledge
creation; technology integration across the value chain and within organisations;
and certain scale and institutional factors which lead to efficiencies and competitive
advantage generation.
A more specific list of value creating business strategies that could potentially
be used to add value in any agri-industry value chain (Bryceson 2002) includes:
• Improve the information flow (speed, timeliness, accuracy);
• Ensure best practice implementation of technology to better effect traditional
business strategies (Bhatt, Ganesh and Emdad 2001);
• Develop an agile business strategy and supply chain that enables the business
to adapt to new business pressures quickly and smoothly (Martyn 1999);
• Develop good business intelligence capability using the internet for real time
market and competitor information (Allee 2000a);
• Service different customers and launch new products to address new markets;
• Eliminate products that are not performing well;
• Rationalise suppliers and form new partnerships that are collaborative and
'learn' (White 2000, Collins, Dunne and O'Keefe 2002);
• Change delivery frequency and routes to maximise logistic efficiencies;
• Alter distribution/warehouse strategies to minimise inventory;
• Change packaging format/configuration;
• Distribute product on merchandisable units;
• Electronically integrate the value chain.
As can be seen, some of the above are difficult to quantify in the traditional sense
- indeed quantifying "value" has become more difficult in the current business
environment as corporate value is increasingly tied up not in physical assets but in
intangible ones (Read et al 2001). Reconciling this with what shareholders expect
as creating value is becoming a significant skill requirement for senior managers.
eBusiness Terminology
It was also clear that in the main, most people equate eBusiness with buying and
selling something via a web page on the Internet. This view harks back to the
prevailing dot.com mania hype of the late 1990s. It does not reflect the current
approach to the use of information and communication technologies as fundamental
business infrastructure - infrastructure that is now regarded as crucial to simply
doing business, as well as for developing efficiencies and competitive advantage
within businesses and across the whole chain. For this case study, the definitions
of eCommerce and eBusiness used were (Bryceson 2002):
eCommerce involves the buying and selling of products over the Internet and
initiatives are focused on the Business-to-Consumer (B2C) model.
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eBusiness embraces all aspects of buying and selling products and services
using electronically enabling business technologies - such processes may, or may
not include the Internet. Initiatives are focused on the Business-to-Business model
(B2B) and the major commodity traded is information. eBusiness is thus a "gateway "
to a deal which increases EFFICIENCIES and creates VALUE for the business.
General eBusiness technologies included: telephone, fax, mobile (including SMS
messaging); computerised office systems such as word processing, accounting
packages, spreadsheets, databases; the Internet (including Intranet, Local Area
Networks (LAN) and Wide Area Networks (WAN)) and email; Electronic Funds
Transfer (EFT), EFTPos, BPAY, Internet banking; and Web pages that may either
be used to provide information (Brochureware) and/or which may have some form
of Transaction Processing capability (eCommerce).
Additionally, for larger organisations including suppliers, processors,
manufacturers, and retailers, the following technologies were included which are
detailed in Bryceson (2002):
• Electronic Data Interchange (EDI);
• Materials Resource Planning (MRP);
• Enterprise Resource Planning (ERP);
• Customer Relationship Management systems (CRM);
• Electronic marketplaces;
• Electronic Supply Chain Management (ESCM);
• Electronic Demand Forecasting and Management (EDFM);
• Vendor Managed Inventory (VMI).
A Non-Regional Value Chain
Finally, while peanut production is primarily a Queensland-based issue, the
components of the peanut chain are physically located up and down the eastern
seaboard of Australia while the electronic business technologies involved provide
not only within-business, but business-to-business information transfer and
communication capability wherever those businesses are physically located, on a
24x7 basis. Thus it was necessary to investigate industry chain relationships and
business alliances in Victoria, NSW and Queensland.
The Peanut Industry
The peanut is a summer legume which is a native of South America and which
requires warm conditions in which to grow. In Australia, the peanut was originally
grown almost exclusively in the South Burnett region of Queensland, although
today, the Australian peanut industry has over 450 growers in Queensland, northern
New South Wales and a small number in the Northern Territory (PCA 2002).
The Australian domestic peanut production statistics are that the area annually
planted to peanut ranges from 25,000 to 35,000 hectares which produce from
36,000 to 55,000 tonnes of peanuts per annum fetching up to $850/tonne plus
premiums. This quantity is not enough to satisfy the domestic market and around
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6000 tonnes per annum are imported mainly from the USA (Peanut Industry
Taskforce 1998).
All Australian peanuts are consumed domestically as peanut butter (41%), snack
food (40%), or as oil (19%). The principal food quality requirements are freedom
from aflatoxin (a naturally occurring carcinogenic mycotoxin produced by two
species of mould in the soil), and an oil percentage close to 50%.
The Peanut Industry Value Chain
While the fundamental concept of a value chain is not complex, explicit
characterisation of the value chain is important for undertaking analysis. Table 1
outlines the main dimensions and associated tasks.
109
KIM BRYCESON
Table 1. Main Tasks associated with generic value chain analysis. Dimensions
and task in bold were the main focus for this project.
Dimension
1. Industry
Stakeholders &
Activities
2. Product
Creation &
Delivery
3. Financial
Conditions
Definition
The set of processes or
activities that create
the attributes or
products that will be
demanded or used by
the end user or
consumer.
The product flow
features of the chain.
The financial or cash
flow across the
participants and processes
Task Description
• Identify the main categories of
stakeholder/trader groups,
stages and activities undertaken
in the transformation of a raw
input into a delivered product
(or service) to the end consumer.
• The transformation stages may be
linear and sequential but also can
by-pass or be in parallel to other
stages.
• Where different channels exist,
their significance can be indicated
by volume and value passing
through each.
• A summary level description of
the main stakeholders, activities
undertaken and material volumes
employed at each stage to allow an
understanding of operations (and
differences in operation)
throughout the delivery channels.
• A critical issue in managing the
product flow in a supply or value
chain is managing slack or
flexibility and supply chain
interdependencies to
accommodate unexpected
interruptions or events.
• A simple 'value analysis' is to
take some sample products and
. illustrate how value and costs are
accumulated (and margin gained)
throughout the transformation
stages.
• Electronic funds transfer
technology has improved the
efficiency of financial and funds
flows compared to earlier systems
of billing and cheque writing.
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4. Information
Conditions
5. Incentives,
Motivators and
Drivers
6. Governance
Conditions
The information flow
across the chain.
The incentive systems
that are in place to
drive and reward
performance
and share risk.
The chain governance /
coordination system.
Thissignificantly
influences who has
power and
control in a value chain
and how risks &
rewards are shared.
• Determine the information flows
across the chain.
Important elements are the
accuracy of messages (whether
messages are signals or noise), the
strength of these messages, the
cost of messaging, the speed of
transmitting and receiving
messages, and the openness to
sharing rather than retaining
critical information among
participants. An additional
element, and often a source of
conflict, is the sharing of financial
performance information across
the stages and participants in the
chain
• Identify the underlying drivers
of value and costs between
the stages.
• Incentives systems might include
price premiums, profit sharing,
minimum pricing arrangements,
window contracts, cash flow or
financial assistance contracts, loan
guarantees, qualified supplier
recognition programs, cost-sharing
arrangements, long-term
commitments, and knowledge or
market access.
• Describe the type of governance
or coordination systems
accommodated within the
industry between trading
parties.
• This could include open-access
markets, various forms of
contracts, strategic alliances, joint
ventures, franchising
arrangements, networks and
cooperatives, and vertical
ownership.
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The structure of the Peanut Industry Value Chain is similar to that of the
generic grains value chain illustrated in Figure 1 - with the exception that Australian
peanuts are all consumed in the domestic market. Stakeholders in all sectors of the
chain were interviewed for the Case Study.
Input suppliers included Incitec Ltd (via a dealer network including Bean Growers
of Australia (BGA)), and Primac Elders (via Elders Branches). Inputs include
fertiliser, agricultural chemicals, general farming materials and agronomist services.
Information and Service Suppliers include the major banks (SunCorp Metway,
Westpac, ANZ, Commonwealth Bank, National Australia Bank), Queensland
Department of Primary Industry (QDPI) which acts both as an information supplier
and an R&D supplier (eg peanut agronomy and production, aflatoxin risk
management), machinery suppliers such as First Avenue Machinery and a number
of local consultants. The Farmshed.com is also an online information supplier.
There are nearly 450 growers in Queensland, NSW and the Northern Territory
planting between 25,000 - 35,000 ha per annum. There are three main types of
peanuts currently grown (Virginia, Runner, and Spanish) which are supported by
a peanut breeding and introduction program of Queensland's Department of Primary
Industries (QDPI) based at Kingaroy (Wright 2002). Yields vary from a dryland
average of 1.00 - 2.5 tonnes/ha to an irrigated production average of 3.0 - 3.5
tonnes/ha. The main production management issue is in ensuring that aflatoxin
levels are kept to a minimum (Wright 1999; Rachaputi et al 2001). Financial
returns from peanut growing are dependent on yield (tonne/hectare) and quality,
with best results obtained with reliable rainfall or irrigation and intensive crop
management.
While there are six major peanut processors (known as shellers) - five located
in Queensland - the Peanut Company of Australia (PCA) in Kingarory is the main
processor handling approximately 80% of all product. PCA grew out of the 1992
restructure of the Peanut Marketing Board into the unlisted public company PMB
Australia. In 1995 the company's trading name was changed to the current PCA
to better reflect the company's change from a Marketing Board structure (Hansen
and Page 1999).
PCA has the only peanut seed production facilities available in Australia and
is involved in all aspects of peanut supply from the development of new peanut
varieties, advice to farmers, drying, storage, shelling, grading, blanching, roasting,
granulating and laboratory and technical services. The company has progressively
incorporated sophisticated electronic grading (size, shape, colour) and quality control
testing (eg. for aflatoxin) facilities and offers raw, blanched, roasted, granulated
peanuts and peanut oil to customers. It is also the major peanut supplier to the
Australian peanut butter, snack food, food ingredient and confectionary industry
(PCA 2002).
The main food products created from peanuts by the food manufacturing
components of the chain include: Peanut Butter with the major Australian peanut
butter manufacturers being Kraft (includes ETA), Sanitarium and Greens (includes
Dick Smith); Nut-in-Shell & Snack Peanuts with the major manufacturer being
Smiths Snack Foods (Nobby's Nuts); and Confectionery with the major peanut
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confectionery manufacturers in Australia now being global companies such as
Nestle, Cadbury Schweppes, General Foods and Mars along with the Brisbane-
based Queensland Fruit & Nut Company. Table 2. below gives an indication of the
farmgate price multiple associated with the final snack food product.
Table 2. Retail Snack Food Peanut Prices
Snack Food Product
Flavoured Peanuts
Coated Peanuts
Roasted Peanuts
• Dry Roast
• Roasted in Shell
Raw Peanuts
Raw In Shell
$/Kg
8.10
10.15
8.10
6.00
6.00
4.50
Farm Gate Price Multiple*
10.8
13.5
10.8
8
8
6
* Assumes farm gate average price of $750/tonne raw peanut ($0.75/Kg) (Peanut
Van website, 2002).
Retailers include (as with most agri-industry chains in Australia), the major
supermarket chains Woolworths and Coles, as well as smaller retail outlets such
as small corner stores, Seven Elevens, and Hotels.
EBusiness Findings and Discussion
The interviews undertaken revealed that all links in the Peanut Industry value chain
have access to, and are using, electronic business technologies that are appropriate
to their current business requirements - primarily to reduce costs and improve
efficiencies. Table 3 lists a number of benefits afforded by adopting current eBusiness
technologies as identified by various sectors of the chain. Unfortunately, at this
stage, a standard metric to quantify "value" or "value add" as it relates to employing
electronic business processes in the peanut chain (or any other agri-industry chain)
does not appear to exist. As a result, Bryceson (2002) has put forward a Five Stage
Framework for a generic agri-industry eBusiness Evaluation Tool which is currently
under development and will not be detailed here.
From a theoretical standpoint however, these findings support at least one of
Amit and Zott's (2001: 504) proposed four sources of value creation in eBusiness
- "Efficiency".
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Table 3 Current impacts of eBusiness technologies on the Peanut value chain
Individual Business impacts
1. Improved communication across
all mediums, particularly mobile
phones and email. This has
resulted in better, faster and more
timely information flow.
2. Automation of processes
through the use of EDI, MRPII,
and ERP systems which have
reduced costs and increased
efficiency.
3. Inventory Management -
particularly for downstream
chain members where real time,
accurate data and information
flows are "saving millions of
dollars".
4. Creates business efficiency
through better time management
and product handling efficiencies.
Impacts on Growers Impact on
Peanut Chain
1 . Improved administrative Not
efficiency when systems significant
are learned (there is a as yet
learning curve that can
be off -putting).
2. NetBanking - reduces time.
3. Good Weather information.
4. The creation of new
business opportunities
e.g. The Peanut Van
www.thepeanutvan.com.au.
The Peanut Van has
vertically integrated every
component of its Value
Chain (supply, processing,
packaging and delivery)
and by using eBusiness
technologies has
successfully integrated
administration, strategy
development (growth) and
marketing by extending
their markets domestically
and overseas.
5. Convenience. For example,
dealing with emails and
other business matters can
be undertaken when convenient.
6. Real time information
management and electronic
record keeping gives better
access to finance, and
exceptional circumstance
subsidies.
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A further cameo finding in this project also supports a second of Amit and
Zott's sources of value creation in eBusiness - "Complementarities". This finding
was the case of 'The Peanut Van' which is a well-known landmark in Kingaroy,
Qld, consisting of a caravan which has sold locally grown peanuts over the counter
for over 30 years. Essentially, the owners of the van (peanut growers themselves
who had bought the business in 1999 as a means of diversifying their income
stream off farm), launched a website in May 2000 to supplement an already
successful mail order system. The established offline presence of The Peanut Van
and the new online website presence which makes use of The Peanut Van's
established brand name, combine to extend the reach of the owners' message about
a quality product to an international market. The basic business principles involved
are backed up by attention to quality product, timely service and good governance
of the website with clear online security and privacy policies that have allowed
confidence and trust to be developed in potential customers.
In essence, The Peanut Van has vertically integrated every component of its
Value Chain (supply, processing, packaging and delivery) and, using new
technologies, has extended its markets and business is growing very successfully.
However, despite these positive trends in the use of eBusiness technologies, a
number of issues came to light that raise some concerns as to how agri-industry in
general will realise the potential for adding value afforded by these technologies.
These include the differing perceptions of chain stakeholders regarding eBusiness,
information flow discontinuities in the chain and the power domination of the
chain by downstream players.
Perceptions of Stakeholders
Different stakeholders in the Peanut Industry value chain (and in others the author
has investigated) have different perceptions about eBusiness in three critical areas.
They are:
i. What eBusiness is. It is clear that different stakeholders have different views
on what eBusiness is. The majority held view of growers and some other
components of the chain is that eBusiness is concerned with financial
transactions occurring over the Internet. This has earlier been defined as
eCommerce. The definitions are more than mere semantics as they direct the
manner in which stakeholders interact with each other. As the value chain
concept encapsulates multiple stakeholders it becomes very difficult to gain
efficiencies in the chain when there are different understandings of what is
being attempted and why.
ii. Which technologies are used. Eighteen different technologies have been
identified across the peanut value chain. Very few stakeholders, if any, use
all of the technologies available. There are two reasons for this. Firstly, not
all stakeholders require or would benefit from using all technologies. Secondly,
and more importantly, many stakeholders are unaware of all of the
technologies that would benefit them. This is likely to change over time as
the level of education around eBusiness continues to improve, however, in
the immediate term it prevents certain efficiencies across the value chain
from being realised.
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iii. Where growers are in their adoption. The perception of the understanding
and adoption of eBusiness technologies from growers varies widely by other
stakeholders in the value chain. These perceptions are linked to the current
level of interaction between the grower and other chain stakeholders at an
electronic level. For example, processors generally perceive the understanding
and use of eBusiness technologies by growers to be minimal. Little of the
current communication between the two groups occurs at an electronic level.
However, the banking sector perceives growers to be more advanced in their
use of electronic tools because they regularly interact with them in relation
to financial matters at an electronic level. For example, most growers
interviewed use the Internet to make financial transactions with their individual
banking institutions. These differing perceptions prevent efficiencies in the
chain being realised.
Discontinuity of Information Flow across the Farmgate
The farm gate was identified as the major point at which the flow of information
through the value chain ceases to be efficient. As it presently stands, information
flow is essentially one way from grower to processor. Information from downstream
chain members is thus not coming back down the chain to the grower. Historical
factors, such as industry regulation are partly responsible for this. To realise
efficiencies in the value chain the flow of information needs to be frictionless in
both directions. This is particularly so with increasing food safety requirements
leading to the need for fast and efficient product tracking capability back to source.
Power Domination by Downstream players
It has become apparent that the drive for more eBusiness technologies is coming
from the larger and more technologically advanced stakeholders. This is hardly
surprising when many of the downstream stakeholders are multinational corporations,
such as Cadbury Schweppes, and Sanitarium and in the retail sector - Woolworths.
The propensity for these organisations in the chain to adopt eBusiness technologies
is higher due to their scale, financial position and the large number of stakeholders
in their own individual value chains with whom they need to communicate. This
technology bias creates a potential breakdown in the flow of information in the
peanut value chain particularly as many of the upstream participants, such as
growers and smaller processors, are unaware of, or do not use, the same technologies.
Despite these issues, the likely future potential for eBusiness technologies in the
peanut chain are high. On a scale of 1-5 (1= no impact, 5 = major impact), every
interviewee rated future impacts of electronically enabled business processes on
their own business and on the chain as a whole, as a 4 or 5. Moreover, there was
no doubt across all interviewees that electronically enabled business processes
would become part of every business model in the future. Timelines attributed to
full adoption varied from 3-10 years but even these estimates changed quite
dramatically over the year of the project. One company (PCA) at the beginning of
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the project indicated that they were looking into the technologies for adoption in
2-3 years time, while 9 months later, they were in the process of adopting the
technologies (Hanson, 2002). Table 4 outlines what the main impacts on individual
businesses in the future were perceived to be by interviewees.
Table 4. Perceived future impacts of eBusiness technologies in the Peanut
Industry value chain.
Genera! Business Grower Impacts Peanut Industry
Impacts
1.
2.
3.
4.
5.
Better data and information 1.
quality management. Very
particularly in terms of
improved accuracy,
availability and accessibility
of data and information
in a speedy and timely
manner. Seen mainly as
creating the opportunity for
developing a strategic
competitive advantage.
More accurate and timely 2.
Demand Forecasting and
Inventory Management both
of which require accurate
data and information flows
and management.
Online transparent quality 3.
control systems
(e.g. Decision Support
Systems).
Real Time Product
Tracking back to source
as a result of stricter food
and health safety regulations
being enforced, and as
GMO monitoring continues
to increase.
The workforce will need to be
skilled to address issues of IT,
Supply Chain Management and
Business stratesv development.
Better information flow
across the farm gate to
help with:
• Product development
and production;
• GMO tracking;
• Accountability at grower
level for Environmental
Management Systems.
Better financial
management
(e.g. Tax etc).
An increase in the
potential for niche
marketing in the domestic
and export arenas.
1. A transparent and
seamless information
supply chain both
within and between
businesses is regarded
as the major future
value-adding
component.
2. The potential for new
partnerships to be formed
based on technology
integration (those
companies that cannot, or
will not, use appropriate
technologies will find it
difficult to continue - i.e.
they will be and/or there
will be a rationalisation of
suppliers).
3. Processors and Traders
in particular are seeing
the potential for creating
online contracts and are
developing electronic
governance mechanisms to
address associated privacy
and security issues.
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Conclusions
The major conclusions that came out of this investigation from a Queensland Smart
State perspective are far-ranging with both positive and negative implications. On
a positive note, there has been a definite move away from the hype of the dot.com
era with the internet as the transaction processing enabler, to the more considered
approach of Hoque's (1999) "eEnterprise" where such technologies are being
combined with other business supporting infrastructures to create efficiencies and
add value to existing businesses. Indeed, the future impact findings suggest that the
chain model of the future will take it beyond the "eEnterprise" to an "elndustry"
approach.
With this approach, the value of transparent information flows between chain
participants will be capitalised upon - as will the recognition that reorganising the
flow of information will be more efficient, more cost effective and create greater
value add for businesses in the chain, than changes to production of a physical
product (Porter 2001). Perhaps as much as anything, the need for this approach is
being pushed home by increasing biosecurity requirements.
However, the following conclusions suggest that currently there are a number
of critical issues that need to be addressed to allow the "elndustry" approach to
develop.
• There is a substantial information flow discontinuity (particularly in electronic
format) across the farmgate that has ramifications for the agri-industry value
chain as a whole given the increasing requirement to product-track back to
source. Two-way information flow, across the farmgate must be fostered and
encouraged which essentially means engaging both producers and processors.
• Producers in particular, need to be aware of the business technologies that
their supply/value chain partners are exploring to ensure that they can
maximise their own business potential. This is an education issue.
• There is a substantial discrepancy in knowledge between companies (and
industry sectors) about the technologies available, their role in business, how
they add value, the speed of uptake in other industries and thus the impact
that they will have on the agribusiness sector in general in the next 2-3 years.
This is also an education issue.
• Integration from a technology perspective and information transparency and
flow are also poor in some instances in the chain. This is a significant barrier
to making the efficiencies necessary in the chain to create and maintain a
competitive advantage in an electronic business world.
• In the longer term, it is likely that the drive for more electronically enabled
business practices will come from the larger food processing organisations,
not only on the premise of improved internal efficiencies, but also because
of increasingly tough food safety and quality assurance requirements that are
prompting the need for real time quality information and decision support
for product tracking back to source. This business approach will drive changes
throughout the Industry chain.
• It is highly likely that if an entity in the chain begins to do business
electronically, other companies in that chain associated with it will need to
follow suit or risk being substituted.
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• The potential for innovative new business opportunities as a result of using
electronically enabled business processes to leverage agri-industry "Know-
How" (Cowey 2002), is high (for example The Peanut Van -
<www.peanutvan.com.au> ). However, this is only the case if the appropriate
business models and technology strategies are put in place which itself requires
a knowledge base covering the business and technology issues.
In reality - Australian agribusiness culture is one where face-to-face relationships
are extremely important. However, both in the service sector (e.g. banks) and
downstream in the peanut chain, time and cost pressures are already resulting in
organisations looking to automate their dealings with both suppliers and customers
- if not wholly, then in part. All interviewees recognised that electronic
communication technologies will be used in the business transactions of the future
and that by embracing the changes created by them for relationship management
rather than resisting them, strategies can be developed by chain members to ensure
suppliers and customers are well served.
To ensure that the nation's and particularly Queensland's, agri-industries are at
the forefront of smart technology and smart business practices, there is a strong
need for innovative and wide-ranging awareness/education campaigns on what
eBusiness technologies can do for supply and value chains of industries. This is
particularly the case in relation to what these chains are and what is their purpose,
who is involved, the power dynamics, the technologies currently used and those
likely to be employed in the future; where current value add takes place - and
where, why, and how it potentially could take place in the future if electronic
enablement of businesses proceeds at the rate it is doing currently.
Whether this education campaign is undertaken via QDPI and/or Rural Research
& Development Corporations sponsoring and facilitating workshops (eg the GRDC/
UQ/QDPI "eBusiness in the Grains Value Chain" workshop in Kingaroy July
2002, and the proposed RIRDC/UQ/QDPI/GIDA workshop on the Guar Value
Chain in Roma in late 2003), agri-industry conferences (e.g. MLA Supply Chain
Management Conference, Brisbane, October 2002), or through the tertiary education
sector (UQ has created two new electronic agribusiness course offerings for 2003
and beyond - one at undergraduate level (Agribusiness in the eLandscape) and one
at postgraduate level (EAgribusiness), both of which are also available in non-
degree mode and flexibly delivered via the internet), is not the issue in the first
instance. Rather, it is the understanding in the industry that such explicit knowledge
acquisition is a competitive necessity in a knowledge-driven global business world
(Burton-Jones, 1999: 173), that is the important point.
The task of leveraging an electronically enabled knowledge economy in the
Queensland agri-industry sector will also be facilitated by the promotion of a
greater understanding of the intangible assets associated with a well developed
knowledge economy in the agri-industry sector. In such a scenario, an awareness
of the advantages that can come with better information flows and knowledge
sharing, the building of collaborative business relationships, improving systems
and work processes, and actively seeking out new knowledge and appreciating its
value (Allee 2000b; Collins, Dunne and O'Keefe 2002), will help in creating a
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sustainable competitive advantage and generating additional income and wealth for
both individuals and businesses in agri-industry chains.
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